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FROM SERVICE
TO SAAS
The Complete Workbook

Build a white-label SaaS on GoHighLevel.
No developers. No funding. First users in 30 days.
 
	Your name
 
 
Your SaaS name
 
 


 
	READY TO BUILD YOUR SAAS?
Start your 30-day free trial of GoHighLevel — the platform this entire workbook is built on.
↓
gohighlevel.com/CARLY


 
carlymeyers.com  ·  madeformore.ai  ·  @madeformoreai




 
How to use this workbook

 
This workbook follows the From Service to SaaS masterclass, step by step. Work through each section as you watch — or come back after each module while everything is fresh.
 
There are no right or wrong answers here. The goal is clarity. The more specific you get, the faster your SaaS will grow.
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	◆  REMINDER
Perfection is delay disguised as professionalism. Fill this in as you go, refine as you learn.
 


 


	 
STEP  01
Define Your Positioning
Before you install anything, you need total clarity on what you are actually selling.
 


 

1.1  CHOOSE YOUR NICHE
Think of one specific person — not a category. The more specific you are, the easier everything else becomes.
 
My ideal client (one person, not a group):
 
 
 
Why this niche? (experience, access, insight):
 
 
 
 
Narrow it down — what is the sub-lane within this niche?
Not just dentists → Invisalign clinics already running paid ads.
 
 
 

1.2  FIND THE ONE TRANSFORMATIONAL RESULT
What does your ideal client wake up worrying about? Think about the pain they believe they have — not the pain you think they should fix.
 
Their real pain, in their own words:
 
 
 
 
The ONE measurable transformation you can deliver:
Specific and time-bound. E.g. Book 10+ Invisalign consults in 30 days without more ad spend.
 
 
 

1.3  THE OUTCOME POSITIONING FORMULA
Fill in the table below. This becomes your positioning statement — use it everywhere.
 
	I help
	 
 
Your specific niche — one type of person

	Achieve
	 
 
The ONE measurable transformation, with a timeframe

	Without
	 
 
The biggest pain / frustration they want to escape


 
MY FINAL POSITIONING STATEMENT
Write your complete statement here... 
 
 
 
	◆  SPECIFICITY CHECK
"I work with dentists" = too vague.  "I help Invisalign clinics already running ads book 10+ more consultations in 30 days without spending more on ads" = nailed it.
 


 

1.4  TACKLE YOUR MIND MONKEYS
Tick off any thought that has come up, and write your own reframe below.
 
□  "The market is saturated" — Markets are only saturated when the offer is vague. Specificity is your moat.
□  "I don't want to limit myself" — Niching now accelerates you. You expand later, once you have momentum.
□  "I'm not an expert in that niche" — You don't need to know the industry. You need to fix the one problem.
 
Other resistance + your reframe:
 
 
 


	 
STEP  02
Set Your Pricing
You are not selling software. You are selling an outcome. Price the outcome.
 


 

2.1  VALUE ANCHORING FORMULA
Work out what one result is actually worth to your client before you decide what to charge.
 
	Extra sales or calls per month:
 
	Their close rate:
 

	Their average sale value:
 
	Potential new revenue / month =
$___________


 
Are you nervous about charging a fraction of that? Be honest:
 
 
 

2.2  CHOOSE YOUR PRICING STRUCTURE
□  Option A — One flat price (great for launching fast, founding member offer, or single-feature SaaS)
 
□  Option B — Three tiers with anchor-based pricing (best for scaling lifetime value)
 

2.3  YOUR PRICING PLAN
Fill in the tier you most want to sell first. Then build the others around it using anchor pricing.
 
	STARTER
	PRO  ★ ANCHOR
	SCALE / ELITE

	$_______ / month
 
 
 
 
Cap: _____ users / contacts
	$_______ / month
 
 
 
 
Most clients choose this tier
	$_______ / month
 
 
 
 
Makes the middle look great value


 
Annual plan?  □ Yes — price = 10x monthly  =  $_______________   □ No
 

2.4  SETUP FEE DECISION
□  Yes — I am building significant infrastructure and a setup fee is justified
□  No — onboarding is simple and I will waive it to reduce friction
 
If yes, my setup fee:  $___________
 
Beta incentive — I will waive it for my first _________ users.
 

2.5  REBILLING MARKUP  (497 PLAN)
My markup on SMS / email usage:  _______ x
 
	
	Recommended range: 1.2 to 2x. If you are in the UK, stay on the lower end — usage costs are higher and you will get complaints. Even 1.2x covers your Stripe fees and adds margin.




	 
STEP  03
Install Your SaaS System
GoHighLevel is the engine. Your snapshot is the blueprint. Your positioning is the packaging.
 


 

3.1  GHL PLAN CHECKLIST
Full SaaS mode requires the $497/month plan. This is what it unlocks:
 
□  Full SaaS Configurator — set plans, features, pricing and trials
□  Markup on rebilling — profit on every SMS, email and AI call your clients make
□  Automated sub-account setup the moment someone purchases
□  Cancellation and downgrade flows with survey, discount and redirect options
 
I am currently on:   □ $97 plan   □ $297 plan   □ $497 plan  ✓ SaaS mode
 

3.2  WHITE LABEL SETUP — TICK OFF AS YOU GO
□  Company name added in Settings → Company
□  White label domain set up  (e.g. app.yoursaas.com)
□  Logo uploaded
□  Privacy policy and Terms & Conditions added
□  Custom welcome email edited with your branding and links
 

3.3  SAAS CONFIGURATOR — PLAN FEATURE NOTES
As you build each plan in the configurator, jot down which features you have toggled on. You can always come back and refine.
 
	STARTER
	PRO
	SCALE / ELITE

	 
 
 
 
 
 
 
	 
 
 
 
 
 
 
	 
 
 
 
 
 
 


 
Snapshot attached?  □ Yes   □ Not yet             Trial period:  □ 7 days  □ 14 days  □ 30 days  □ None
 
Recurring credit per client per month:  $___________


	 
STEP  04
Customise For Your Niche
When a client logs in and thinks "this was built for me" — that is when you can charge premium.
 


 

4.1  UPDATE CUSTOM VALUES FIRST
Head to Settings → Custom Values inside your sub-account. These power the entire snapshot. Update each one before touching anything else.
 
	App URL  (e.g. app.yoursaas.com)
	 

	CRM phone number
	 

	Main domain
	 

	From email address
	 

	From name
	 

	Onboarding calendar link
	 

	Primary colour — hex code
	 

	Secondary colour — hex code
	 

	Google / review link
	 


 

4.2  THE ONE-OUTCOME LITMUS TEST
Every feature, page and automation must pass this before you include it.
 
	◈  THE TEST
Does this directly help my client achieve [your one transformational result]?
 
YES → keep it.   NO → cut it, or save it as a future upsell.
 


 
Features I am KEEPING (they serve the promise):
 
 
 
 
Features I am removing or saving for later:
 
 
 
 

4.3  DASHBOARD, PIPELINE & CALENDARS
□  Dashboard widgets updated to show the KPIs my client actually cares about
□  Pipeline stages renamed to match my client's language and journey
□  Calendars: logo, name, staff, 24hr min notice, 7-day booking window
□  Email / SMS notification toggles turned on
 

4.4  PAGES & MESSAGING
Page style:   □ Using snapshot defaults   □ Built custom in AI Studio
 
Homepage hero — my core message:
 
 
 
Social proof / testimonials I will use at launch:
 
 


	 
STEP  05
Your 30-Day Launch Plan
A launch is getting your offer in front of the right people and asking them to decide. That's it.
 


 
	WEEK 1  —  POSITION & PREPARE


 
□  Positioning statement finalised and written down
□  Pricing structure locked in — feels like a stretch, not a death wish
□  Demo flow mapped out step by step
□  Stripe connected and payment link tested — at least three times
□  Onboarding automation live and working
 
My launch date:  ___________________________
 
	WEEK 2  —  BETA OUTREACH


 
Start with warm traffic — they already know you, trust you and make faster decisions. Write down 50 real people you can personally reach out to:
 
	WHERE TO LOOK
	NAMES I THOUGHT OF

	Existing clients
	 
 

	Old leads
	 
 

	LinkedIn connections
	 
 

	Facebook groups
	 
 

	Email list
	 
 

	Networking / event contacts
	 
 

	Phone contacts
	 
 


 

5.1  YOUR OUTREACH MESSAGE
	 
"Hey [name], I've just built a system specifically for  [NICHE]
that helps them  [RESULT]  without  [PAIN].
I'm opening up 10 beta spots this month. Would you like to see it?"
 


 
My personalised version:
 
 
 
 
 
	◆  THE RULES
No apology at the start. No fluff. No "no worries if not for you" at the end. Always close with an open-ended question. Then stop.
 


 
	WEEK 3  —  DEMO & CLOSE


 
	01
	CLARIFY
	Ask: "What is the main thing you are struggling with right now?" Let them talk.

	02
	QUANTIFY
	Push deeper: "What does that actually cost you? How long has this been a problem?"

	03
	SHOW
	Demo ONLY the part of your system that solves the problem they just named. Nothing else.

	04
	REINFORCE
	"If you could get [result], how would that change things for you?" Let them paint the picture.

	05
	CLOSE
	State your price. Ask the question. Then — stop talking. Silence is your friend here.


 

5.2  THE CLOSE SCRIPT
	 
"Based on what you've told me, this would remove  [PAIN]  and help you  [RESULT].
The investment is  $[PRICE]  a month. Would you like to get started today?"
↓  Ask the question. Then stop. Stay silent. Let them answer.
 


 
My version of the close:
 
 
 
 
 
	WEEK 4  —  CONVERT & ACTIVATE


 
□  Collect payment on the call — share screen, walk them through it like a concierge
□  Send welcome email immediately after sign-up
□  Onboarding call booked within 48 hours of joining
□  First win automation triggered within 7 days
 

5.3  YOUR 30-DAY LAUNCH TARGETS
	REACHED OUT TO
	DEMOS BOOKED
	USERS SIGNED UP

	Target: 50
Actual: _______
	Target: 15
Actual: _______
	Target: 5
Actual: _______


 
	
	5 users at $297/mo = $1,485 MRR in 30 days. Do it again next month — it stacks. This is a habit, not a one-time event.


 
My month 1 MRR goal:  $_______________       My 6-month MRR goal:  $_______________


	 
STEP  06
Onboarding, Retention & Scale
Onboarding is not a welcome email. It is a belief-building system.
 


 

6.1  THE THREE QUESTIONS EVERY NEW USER IS ASKING
	THEIR QUESTION
	HOW I WILL ANSWER IT IN 7 DAYS

	Did I make the right choice?
	 
 

	Can I actually use this?
	 
 

	Will this work for me?
	 
 


 

6.2  THE 7-DAY ACTIVATION PLAN
	DAY 0
	Welcome email sent instantly. Login delivered. Onboarding call link front and centre.

	DAY 1
	Quick win email — one simple action they can complete today, nothing more.

	DAY 2
	Onboarding call check — have they booked? If not, send a gentle nudge.

	DAY 3
	Momentum email — remind them of WHY they signed up. Reconnect to their goal.

	DAY 4
	Usage trigger: if active → send next step. If inactive → re-offer onboarding call.

	DAY 7
	First win check. If they hit a win → ask for a review + referral. If not → book a support call.


 
The ONE win I want every new client to get within 7 days:
 
 
 

6.3  HOW I WILL DELIVER ONBOARDING
□  One-on-one onboarding call — I do it myself
□  Outsource to Xtendly — white-label 24/7 support team
□  Weekly group onboarding call
□  Self-paced video funnel + follow-up onboarding call
 

6.4  FOUR MISTAKES TO AVOID
□  Overloading with features — only show what delivers the promised outcome
□  Leaving them alone after sign-up — support is critical in the first 7 days
□  No 'start here' structure — give them a clear, simple path to follow
□  No onboarding agreement in place — get this signed before you go live
 

6.5  THE FOUR METRICS THAT MATTER
	METRIC
	WHAT IT MEANS
	MY NUMBER

	MRR
	Monthly Recurring Revenue — the heartbeat. Track this every single week.
	 
 

	CHURN
	% leaving vs joining. Keep it below 5%. Aim for 2–3%.
	 
 

	LTV
	Lifetime value per client. Higher LTV = more you can spend to acquire.
	 
 

	CAC
	Cost to acquire a customer. Start organic. Ads come later.
	 
 


 

6.6  THREE LEVERS FOR SCALE
	ADD MORE USERS
	INCREASE PRICING
	IMPROVE RETENTION

	▸  More personal outreach
▸  Higher content volume
▸  Strategic partnerships
▸  Speaking on stages
 
My next action:
 
 
	▸  Improve positioning
▸  Target higher-value clients
▸  Reposition tiers annually
▸  Build more confidence via case studies
 
My next action:
 
 
	▸  Better onboarding
▸  Community investment
▸  Value reinforcement
▸  Regular case study interviews
 
My next action:
 
 




	 
MY SAAS COMMITMENT
The question is no longer whether you understand SaaS.
The question is whether you are going to build one.

 


 
My SaaS name:
 
 
My niche:
 
 
My final positioning statement:
 
 
 
 
My launch date:
 
 
My 6-month MRR goal:
 
 
The three things I will do this week:
 
1 ·   
 
2 ·   
 
3 ·   
 

 
MADE FOR MORE AI
Weekly coaching  ·  Full snapshot library  ·  1:1 onboarding  ·  Direct access to Carly + team
madeformore.ai  ·  carlymeyers.com  ·  @madeformoreai
